This study focused on law enforcement officers' perception of factors within a Bahamian law enforcement agency that impede transfer of training. The study design was qualitative. Fifteen participants took part in the study. Data were collected using two focus groups consisting of managers (Sergeants) and subordinates (Corporals and Constables). The analysis used open coding. The overall results of the study revealed that the officers do not perceive the organization as supporting transfer of training. Recommendations were made to promote a supportive work environment. The findings and practical applications are discussed.
INTRODUCTION
Training and development is an integral component to the growth and development of any organization, whether private or public (Hunter-Johnson, 2012) . However, oftentimes, organizations do not factor transfer of training as a part of the learning or training process. Despite this exclusion or oversight, transfer of training is indeed a continuation of the learning process. Transfer of training as affirmed by Baldwin and Ford (1988) "is the degree to which trainees effectively apply the knowledge, skills and attitudes gained in the training context to the job" (p. 63). The concept of transfer of training is crucial in any interdisciplinary academic, technical or professional setting.
Within these distinctive settings, a great amount of time and money is invested in training (Cascio, 2000; Noe, Hollenbeck, Gerhart, & Wright, 2006; Velada, Caetano, Michel, & Kavanagh, 2007) . Dolezalek (2004) asserts that according to Training Magazine's ongoing industry report, companies in the United States spend more than $50 billion annually on formal training. Additionally, the average employer in the United States spent an average of 2.2% of payroll dollars in 2002 on education and training (Sugrue, 2003) and in Europe 3.2% of annual salary (Morrow, 2001) . Similarly, within law enforcement in the Bahamas, a considerable amount of money is invested in training and training initiatives by the governments of the Bahamas and the United States.
Like financial commitment, time also plays a crucial role as it relates to investment in training and transfer of training. With the progression of research related to transfer of training, there has been a constant discussion regarding the lapse in time to apply what was learned and the amount of knowledge diminishing over that time period. Initially, Baldwin and Ford (1988) contended that 10% of knowledge learned while in the training environment is actually applied to the work environment. However, there are other researchers who suggest that 10 to 15 % of knowledge is actually applied to the work environment (Broad & Newstrom, 1992; Burke & Baldwin, 1999; Facteau, Dobbins, Russell, Ladd & Kudisch, 1995) . Saks (2002) later revealed that 40% of trainees fail to transfer immediately after training, 70% falter in transfer one year after the training program and only 50% of training investment results in organizational or individual improvement. Other researchers and practitioners concur that knowledge is diminished due to the time lapse in the application of knowledge to the work environment (Wexley & Latham, 2002; Velada et al., 2007) .
Despite the investment of time and money, training is fruitless if the knowledge learned in the training environment is not applied to the work environment. Further, despite such investment in training, there is no assurance or initial evidence that there will be a return on the investment. On this note, it is imperative that organizations provide sufficient evidence that the training efforts are being fully utilized (Cascio, 2000; Dowling & Welch, 2005 , Hunter-Johnson & Closson, 2011 Velada et al., 2007) . In other words, organizations should ensure that the work environment is supportive, conducive and appealing to ensure that knowledge learned in the training environment can be applied to the work environment.
Law enforcement, unlike many other organizations, is considered to be an essential service which requires its employees to be on the cutting edge and equipped with the ability to implement best practices. On this premise, transfer of training is crucial in law enforcement and the work environment should facilitate, not inhibit such transfer. This paper seeks to address two questions: First, what are officers' perceptions of support within the work environment from managers, supervisors, and peers for implementing transfer of training? And second, what are officers' perceptions of factors that prevent the work environment from being supportive to transfer of training? The theoretical framework that acts as the lens to illuminate the transfer of training process in this study is the Baldwin and Ford (1988) Transfer of Training Process. Although an earlier model, it acts as a foundational platform to other transfer of training models (Holton, 1996; Kontoghiorghes, 2002; Thayer & Teachout, 1995) . This foundational model of transfer of training focuses on three specific categories: (a) individual characteristics, (b) training design, and (c) a supportive work environment. Within the work environment component, unlike other transfer of training models, such as Kontoghiorghes (2002) , Holton (1996) , or Thayer and Teachout (1995) , Lave and Wenger (1991) uses the communities of practice model. This model focusses on learning in practice as a matter of acculturation, of joining a community of practice, rather than on the application of skills or principles which operate independently of the social context. It incorporates support from supervisors and peers coupled with the opportunity to perform learned behaviours on the job (Baldwin & Ford, 1988) . On this premise, this theoretical framework was selected.
Literature Review
There has been an increase in the literature related to transfer of training and factors that influence or impede transfer of training. However, there are few studies that focus on the work environment and, in particular, support from supervisors, managers and peers as factors that influence transfer of training.
Additionally, there was no literature that focused on transfer of training and law enforcement from a Caribbean perspective. Lim and Johnson (2002) At the individual level, work environment factors that influenced transfer were discussion with supervisor to use new learning, supervisor's involvement or familiarization with the training, positive feedback from supervisor, opportunity to use new learning, positive feedback from coworkers, availability of tools, equipment, or materials, pace of work flow, lack of mentor or role model, negative feedback from supervisor, lack of pace of work flow, availability of mentor role model, lack of tools, equipment, or materials, negative feedback from co-workers and lack of opportunity to use new learning. Cromwell and Kolb (2004) 
Training and Law Enforcement
Within law enforcement, there are basically two categories of training: pre-service or recruit training and post-appointment training or professional development. However, there has been an evolution in law enforcement training due to societal, technological, political, and economic demands coupled with the introduction of Community Oriented Policing (McCoy, 2006) .
Law enforcement training has evolved from traditional military or police practices (Birzer & Tannehill, 2001 ) to place emphasis on technical and procedural skills taught in a more learner-centered environment with greater focus on developing problem-solving skills. This evolution in training now produces law enforcement officers who are equipped with effective communication skills, problemsolving skills, decision-making skills, and good basic human relations skills.
Within the Bahamian police force, there has also been an evolution in law enforcement training.
Training, which was initially hosted at the police headquarters and had the single objective of recruit training based on traditional military practices, has now evolved to include a myriad of professional development training and certifications (Freeman Johnson, personal communication, April 2013) . Training and development has also emerged as one of the top ten priorities within the organization. According to the Royal Bahamas Police Force Commissioner's Policing Plan (2013), training and development of officers is the organization's sixth priority with emphasis on professionalizing the service. It is hoped that such emphasis on training and development will promote positive interaction between the public and the police, restore the image of the organization and strengthen the confidence and trust of the public in law enforcement officers. In an effort to host this escalation of training, the Police Training College was constructed in 1973. Training in the 21st century in this law enforcement agency is not merely to satisfy local demands but to meet global demands and expectations in law enforcement. 
METHODS
The research design utilized for this study was a qualitative approach. The target population for this study was officers within a Bahamian law enforcement agency. These officers, approximately 2,500 in total, are responsible for the maintenance of law and order, prevention and detection of crime, and maintenance of peace within the country. To ensure that these officers are equipped with the knowledge, skills, and abilities to perform their duties effectively, officers attend training locally and internationally.
Officers are strongly encouraged to take professional development training for many reasons such as the need to be trained, the need to be promoted, and the need for new knowledge, skills and abilities. The Bahamian police department is organized in a hierarchical structure consisting of nine ranks, which is used by the force at all stations, departments, and family islands districts in more than 100 locations throughout the islands (HunterJohnson, 2012) .
To ensure population validity, a sample was randomly selected from lower-ranking officers (Constables, Corporals and Sergeants) who attended professional development training within the last year at the training academy, included both genders, between the ages 18 and 60 years, and who were full-time active employees within the police department. Approximately 500 officers receive varied training at the lower ranks within the organization. All focus group members met the inclusion criteria and their participation was voluntary.
There were two focus groups conducted: (a) subordinate officers: Constables and Corporals, and (b) managers: Sergeants. Demographics for the two focus groups are presented in Table 1 . Of the 15 law enforcement officers interviewed, six (40%) were females and nine (60%) were males. The hierarchical rank structure ranged from Constable to Sergeant of whom six (40%) were Sergeants, seven (46%) were Corporals, and two (13%) were Constables. The academic levels of the law enforcement officers varied and included law enforcement officers with a high school diploma, five (33%); Associate Degree, two (13%); Bachelor Degree, four (27%); Master's Degree, one (7%); and Other, 3 (20%).
The data received from the focus group were prepared, organized and transcribed. Upon completion of the transcription process, the data were analyzed into themes through a process of open-coding (Strauss & Corbin, 2007) . Open coding is defined as the process of "'naming and categorizing' of a phenomenon through close examination of data" (Strauss & Corbin, 2007, p. 62) . A phrase/theme was categorized as the unit of analysis. The data were represented in figures, tables, and/or discussions for interpretation.
To ensure validity and reliability of the data, they were checked by a second researcher (peer reviewer) who verified the coding system used and the results. 
RESULTS

Constables' and Corporals' Focus Group
The major themes that emerged from the first focus group (Constables and Corporals) relating to officers' perception of support within the workplace from manager, supervisors, and peers for implementing transfer of training were (a) favouritism/cliques, (b) resistance to change, and (c) attitude towards training. The participants were specifically asked what were their perceptions related to support from managers, supervisors, and peers related to transfer of training in the work place. Below are examples of statements made by the officers. One participant responded that the level of support an officer received from managers, supervisors, and peers is dependent upon the individual officer.
The participant elaborated by saying:
Sometimes I feel as though it is the supervisor and if you are not in the clique, you would not receive the relevant training to be able to apply it to the work environment. It causes me to wonder if this is based on personality, gender, or personal relationships within the organization determining who would get training to be able to apply to the work environment.
The negative attitude of managers, supervisors, and peers towards training was an emerging theme. For example, one participant responded by stating:
Some officers have a negative attitude towards training. This is a major barrier to training and the ability to apply what is learned in the training environment to the work environment. This makes it very difficult for people to apply the knowledge learned to the work environment.
The final theme that emerged related to support from managers, supervisors, and peers, was resistance to change. One participant responded:
I have found that those senior officers are not open to change as it relates to those officers that attended training and returned to the work environment. The older senior officers, especially, are not open to new ideas and new knowledge and are not willing to change. There are some instances where the younger officers who would have been exposed to training would often be more receptive to training and the ability to apply the knowledge learned from training to the work environment.
Sergeants' Focus Group
Within the Sergeants' focus group, the participants were asked what level of support they perceived they received within the workplace from their manager, supervisor, or peers as it related to applying new knowledge that was learned in the training environment to the work environment. As a result of this question and discussions among the group, it appeared as though the participants did not perceive themselves as receiving support from managers, supervisors, and peers. The major themes that emerged from the focus group were (a) limited training of peers and supervisors, (b) attitude and individual personality, and (c) lack of value of knowledge.
As it relates to limited training of peers and supervisors one participant indicated:
The practical knowledge that was learned on the training course, when I try to reinforce that with the officers, they would not take it serious despite the seriousness of the training. I think they did this because of their limited individual level of training and their maturity level. I think that if officers do not receive that particular training directly, they are not interested in the knowledge from the training. You would attend a training course, return to the work environment, and try and train. However, the officers do not take it seriously.
As it relates to attitude and individual personality as an influence on level of support, one participant indicated: I know that people say personality does not have anything to do with it but personality still plays a big role in getting things done. The manner in which you deal with people whether on the job or off the job would be a factor in the amount of support you would receive in the work environment. Sometimes you have to get in the inner spirit of someone before you can get that level of support from that individual. The knowledge you have to transfer is more likely to be receive because of your personality and whether or not you are liked or disliked by peers/supervisor and managers.
The final theme that emerged related to perception of support by managers, supervisors, and peers was lack of value of knowledge:
I think that supervisors/managers and peers need to have an appreciation of the knowledge that you have in order to receive their support and the information to be transferred to the work environment. For example, in scenes of crime in 2004 when there was support from supervisor, there was no problem obtaining the materials needed to transfer the knowledge learned in training to the work environment. However, when there was a switch in the supervisor to one that did not have an appreciation for scenes of crime, there was great difficulty with obtaining the materials needed to apply what was learned in the training environment back to the work environment.
When asked what officers perceived were other factors within the work environment that impede transfer of training, the following major themes emerged among both focus groups: (a) theory versus practice in promoting learning, (b) personality, and (c) work environment. Secondary themes that emerged were: (d) lack of interest in new knowledge, (e) traditional versus modern policing practices, (f) mandatory sharing of knowledge, (g) training incentives and access to training, and (h) rank versus knowledge.
Theory versus practice. Within law enforcement, there are usually numerous organizational policies and procedures that influence internal and external training. However, in some instances, the organizational policies on training are not in alignment with what is actually practiced. It is the officers' belief that theoretically, the organization encourages learning and transfer of training. However, practically in the work environment, it is not a reality because of so many workplace barriers. Therefore, theory must be aligned with what is practically being taught and subsequently practiced within the work environment. On this premise, this warrants administration to be "... open minded, thinking outside the box and ensuring systems are in place".
Personality. Both focus groups identified personality as a factor that impedes support for transfer of training in the work environment. However, the Constables and Corporals focus group identified the personality of the commanding officer as a positive influence. It is the officers' belief that once the commanding officer supports the training initiative, he or she would ensure that the knowledge learned would be applied to the work environment. Subsequently, officers in both focus groups believe that if an officer is not in the clique because of individual personality or is disliked, he or she may not be given the opportunity to be trained and hence will not be able to transfer training. Or, if given the opportunity to be trained, that person may not be granted the same opportunity as someone who is well liked, to share the information learned in the training environment with those in the work environment.
Work environment. The culture within the work environment was identified as an impediment to transfer of training by both focus groups. Concerns were expressed regarding inconsistencies between what is being taught at the training college and what is actually enforced by supervisors within the work environment because of the unique cultures within the respective departments. Officers perceive that "the station culture is superseding force policy and what is being taught at the training school".
The Sergeants' focus group also identified work environment as an impediment and believes that even if an officer is motivated to learn and transfer training, if the work environment is not supportive of learning: "I may not be motivated to apply the knowledge learned because I know the negative work environment I came from, I am not motivated to try implementing it because they would not entertain me".
Lack of interest in new knowledge.
Within the Constables and Corporals focus group, officers indicated that if officers do not perceive the new knowledge as something that would directly impact them, then in most instances, they would not receive the information.
This makes it extremely difficult to apply the knowledge.
Traditional
versus modern policing practices. Within law enforcement agencies that are characterized by the old Colonial style, officers expect to do whatever they are told to do without questioning. Modern times have resulted in some changes in policing. On this premise, officers believe "...there should be changes from Colonial policing practices to modern police practices. This would assist in transfer of training". Further, within the Constables and Corporals focus group, it was discussed that there evidently is a clash between "old school policing and modern policing practices as it relates to training and transfer of training". This clash is said to be influenced by the commanding officers. If commanding officers are considered to be young or modern, then training and transfer of training is more visible. However, the more traditional commanding officers often view training "... as an individual gain and not an organizational gain and would not provide the opportunity to share".
Within the Sergeant's focus group, the following secondary themes emerged: (a) mandatory sharing of knowledge, (b) training incentive, (c) limited access to training, and (d) rank versus knowledge.
Mandatory sharing of knowledge. Within law enforcement, communication is essential at all levels to ensure proper networking among inter-related departments, the judicial system and society.
However, the participants of the focus group identified communication, particularly how communication is disseminated, as a factor that influenced the transfer of training process. When asked exactly how this impacted the transfer of training process, it was stated that the organization does not mandate nor are there any organizational policies that dictate that the knowledge learned in a training environment (nationally or internationally) be transferred to the work environment.
Training incentive and access to training.
The officers believe that the organization does not provide any incentives for officers to transfer knowledge learned to the work environment. Further, not enough officers are provided with international training. This sometimes creates a problem when officers who are exposed try to share their knowledge; there is resistance to the information because of differences in knowledge level and appreciation for the knowledge.
Rank versus knowledge. Law enforcement, like other military and semi-military bodies, has a hierarchical rank structure. Within the Bahamian police force, there are currently nine ranks within the rank structure. This often imposes a challenge if the lower ranking officers are equipped with superior knowledge and skills. As one participant stated:
It is very difficult for that information to be disseminated because in our culture, rank is perceived as knowledge or understanding or wisdom or it basically determines who is heard. Sometimes, because someone of a lower rank has that information, it becomes difficult for people to respect that information and disseminate it. So if a Constable goes off on a specific training, and wants to return [to the work environment] he starts with a challenge.
DISCUSSION
The findings of this study reveal that Bahamian law enforcement officers (subordinates and management) do not perceive support within the work environment from managers, supervisors, and peers for implementing transfer of training.
Factors that influenced this perception were favouritism or cliques, attitudes and individual personality, attitude towards training by other officers (lack of value towards training) and resistance to change. All of these factors identified are directly related to behaviours exhibited by supervisors, peers or managers and can be modified with the implementation of proper communication channels and relevant training.
It is suggested that within this organization, in an attempt to garner support from supervisors, peers and managers within the work environment, there should be training introduced at all levels. It should be specifically geared towards behaviour modification, team building, learning communities, organizational change and understanding the relationship between training and transfer of training in essential service. This would attempt to illuminate the significance of training and the consequences of not transferring knowledge to the work environment due to lack of support within the work environment. Additionally, it would attempt to modify behaviours at all level that are impeding the transfer of training process. It is important that all officers, regardless of their rank, understand that the work environment has a significant impact on transfer outcomes. Additionally, the effectiveness of a training program is largely dependent on the trainees' ability to use their newly acquired competencies on the job (Salas, Wilson, Priest, & Guthrie, 2006) . Further, the findings from this study were consistent with the literature related to work environment in terms of the factors that influence transfer of training: hierarchal structure, work environment culture, training incentives, resources, value of training and opportunity to use the new knowledge (Lim & Johnson, 2002; Cromwell & Kolb, 2004) . However, it is worth noting that there were additional factors identified as impeding the transfer of training process within this study such as traditional versus modern policing practices, paper versus practice and mandatory sharing of information that were not identified in previous studies on this topic.
Traditional versus modern policing practice was identified as an impeding factor. As law enforcement evolves holistically within this Bahamian law enforcement agency, it is imperative that officers at all levels keep up with the evolution of the force. Training requirements, techniques and practices that may have once been considered applicable have changed due to societal, economic, technological and political demands. On this premise, it is imperative that officers (higher ranking officers) are open to embracing change for the betterment of the organization related to training and development. Further, younger officers, who have been exposed to more modern training, need opportunities to apply new competencies in order for them to transfer these to the job (Burke & Hutchins, 2007 The sharing of new knowledge whether formally or informally would address the concern of mandatory sharing of knowledge learned in any training environment to the work environment. It should be stipulated in the organizational policies and/or procedures that officers attending training whether locally or internationally are required to share the knowledge learned in that training environment with the work environment. This mandatory sharing of information could be documented in a learning contract prior to the officer's receiving training.
Paper versus practice was also identified as an impediment to the transfer of training. Officers indicated that policies and practices that are documented as organizational policies and procedures regarding training and development are not being adhered to.
On this premise, it is imperative that the organization implement a proper quality control unit to ensure that organizational policies and procedures are being adhered to regarding training and the implementation of training initiatives.
A limitation to this study was that the study sample consisted of only 15 participants. It is recommended that additional research be undertaken to incorporate the opinions of more officers with a view to diagnosing additional factors within the work environment that influence the transfer of training process.
This process can be enhanced by conducting a transfer of training needs analysis in order to first determine the kinds of transfer obstacles that exist in the organizational context for a particular training program (Hesketh, 1997) or the incorporation of the Learning System Transfer Inventory (Holton, Bates, Seyler & Carvalho, 1997) .
CONCLUSION
The purpose of this study was to determine law enforcement officers' perception of support within the work environment from managers, supervisors, and peers for implementing transfer of training and to determine what officers perceive as factors within the workplace that impede the transfer of training. This study provided insight as it relates to what can be done within the work environment to encourage support from supervisors, peers and managers. Additionally, it revealed possible impediments to the transfer of training process and what can possibly be done by the organization to eradicate those impediments. Lastly, research shows that organizations should not consider the completion of formal training the end of the learning process (Salas & Stagl, 2009 ). However, organizations should be aware that transfer of training is a continuation of the learning process.
